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The Departeent of Agriculture was reaiss in not
following prescribed procedures for acquirirg a computer systea
vhich was needed at its New Orleans Computer Center. However,
the agency's cooperaticn with GAO has enabled the acquisition to
proceed with resultant savings to the Government of about $7.5
million. The cooperaticn also helped to establish a nev software
conversion method which may achieve additioral savings.
Findings/Conclusions: The large volume of personnel records and
the $2 biilion of financial tramnsactions that flcw through the
New Orleans Computer Center and the National Finance Center
annually wvere found to be vulnerahle to sanirpulation, making
strengthening of security at the centers the paramount
consideration. Exposure of tuese records could result in
violations of the Privacy Act of 1974 and financial losses to
the Government. BRecoasendations: The Secretary cf Agriculture
should: agree with the General Services Administration to
purchase the new computer system through the Autcmatic Data
PZocessing levolving Fund; document the new computer system
acquisition to facilitate monitoring and evaluating the proposed
method for handling software conversion; report to the Chairman
of the House Comamittee on Government Operatiocns, the
Administrator of General Services, and GAO on experience in
using the proposed method of effecting program ccnversion and
the results achieved; and reevaluate the security program of the
New Orleans Computer Center and the National Pinance Center to
assnre that all needed safeguards are implemented before the new
computer systea becomes fully operational. (Authcr/SC)
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Cooperative Actions Result In
More Econumical Computer
Acquisition And Improved
Security At The New Orleans

Computer Center

The Department of Agriculture was remiss in
not following prescribed procedures for ac-
quiring a computer system which was needed
at its New Orleans Computer Center. How-
ever, the agency’s cooperation with GAO has
enabled the acquisition to proceed with re-
sultant savi~gs to the Government of about
$7.5 million. The cooperation also helped to
establish a new software conversion method
which may achieve additional savings.

Agriculture has begun to correct security de-
ficiencies noted in GAO's review. Meanwhile,
the New Orleans Center’s security program
shouid be reevaluated to insure that the cor-
trols needed to safeguard personal data a:d
financial operations are planned for use when
the system becomes fully operational.

LCD-77-118 DECEMBER 23, 1977



CCMPTROLLER GENERAL OF THE UNITED STATES
WASHINGTON, D.C. 20948

B~146864

The Honorable Jack Brooks

Crhairman, Committee on
Government Operations

House of Representatives

Dear Mr. Chairman:

Your January 17, 1976, letter requested that we review
the Department of Agriculture's Plans to upgrade equipment at
its five computer centers and that we determine whether the
pProcurements were justified and should have been conducted
noncompetitively.

We have previously reported on proposed prccurements for
the Washington, St. Louis, Kansas City, Fort Collins, and
New Orleans Computer Centers. The previous report on the
New Orleans Computer Center covered a planned noncompetitive
upgrade which was canceled at the time of our review. This
report covers the Department's proposal to competitively
procure a new computer system at that location. 1It also in-
cludes for your information a Comptroller General Decision
B-189752 and B-190222, November 29, 1977, concerning a protest
vi the competitive procurement by the Burroughs Corporation.
(See app. II.)

While this report completes your requested reviews, we
Plan to report to the Congress on our evaluation of the appli-~
cation of the new method for handling software conversions in
procurements discussed in the report. We feel the new method
has potential for improving competition in other computer
rcquisitins.

At your request, we did not take the additional time
needed to obtain written agency comments. The matters covered
in the report, however, were discussed with agency officials,
ané their comments are incorporated where appropriate.
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During these several reviews, we have worked
closely with your staff, Their advice and assistance
were most helpful in analyzing the computer procurements.
If you desire, we could brief you on the overall results
of our evaluations of the important automatic data
processing issues affecting the Department of Agriculture.

As arranged with your office, we are sending copies of
this report to the Chairmen of the Senate Committee on Govern-
mental Affairs and its Subcommittee on Reports, Accounting,
and Management; the Senate Committee on Agriculture, Nutri-
tion, and Forestry; and the Subcommittees on Agriculture and
Related Agencies of the Senate and Hcuse Committees on Appro-
priations; the Acting Director, Office of Management and
Budget; the Secretary of Agriculture; &nd the Administrator
of General Services. Copies will also be available to other
interested parties who request them.

Sincerely yours, /
= T
2 " / i i

AL VAR CEE I

Comptroller General
of the United States



COMPTROLLER GENERAL'S CJOPERATIVE ACTIONS RESULT IN MORE

REPORT TO THE HOUSE ECONOMICAL COMPUTER PROCUREMENT AND
COMMITTEE ON GOVERNMENT  IMPROVED SECURITY AT THE NEW ORLEANS
OPERATIONS COMPUTER CEFTER

DIGEET
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The Department of Agriculture's proposed
computer syftem for ite New Crleans Computer
Center is needed tc handle the cente:'s in-
creasing workload. However, in planning to
aciyuire the system, the Department substan-
Lially overstated the center's workload and
planned to lease the system, even though
analysis showed that purchase was more
economical.

GAO worked with Agriculture officials to
reduce workload estimates to a more realistic
level and to revise the acquisition plan to
allow for purchasing the new system.

In addition, the Department's plans for han-
dling the software conversion requirements
associated with the acquisition were incon-
sistent with Federal Management Circular 74-5
and congressional guidance. (See p. 3.

As a result, a new method for handling sof .-
ware conversion was jointly developed by GAC
and Agriculture. This action should allow
freer competition and an opportunity for the
agency to award the conversion to the offeror
submitting the most advantageous proposal
based upon price and technical considerations.

These actions should save the Government at
least 37.5 million during the life of the
new system. (See pp. 5 and 8.)

Security at the New Orleans Computer Center
and the National Finance Center needs to

be improved before the computer system
becomes fully operational.

The safeguards used in automatic data proc-
essing operations are presently inadequate
to assure confidentiality of personal data
as required by the Privacy Act of 1974 and

Isac Shest. Upon removal, the rt . LCD-77-118
eanvdﬂnﬂwuulnxwhuhuégr’ 1



to protect the financial operations of the
Finance Center. (See p. 12,)

Security deficiencies existed in the physi-
cal, technical, and administrative controls
employed at the center. GAO discussed them
with Agriculture officials who concurred
wit. GAO's observations. These officials
have kegun to correct deficiencies and to
prepare a new security plan. (See pp. 13,
14, 17, and 19.)

While Agriculture was remiss in not follow-
ing prescribed computer system acquisition
procedures, its cooperaticn with GAO has
enabled the acquisition to proceed with the
incorporated modifications. (See p. 20.)

Strengthening security at the centers is
paramount because the large volume of per-
sonnel records and the $2 billicn in finan-
cial transactions which pass through the
centers are vulnerable to manipulation.
Exposure of these records could result

in violations of the Privacy Act of 1974
and financial losses to Government. (See
p. 20.)

~AO recommendations on which these construc-
tive actions are based will be found on
page 20.

GAO will review and evaluate Agriculture's
report on the conversion effort and will
transmit its appraisal to the Congress.
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ADP

ADS
ANS.
ARS
COBOL
FIPS
FORTRAN
GAO

IBM

ABBREVIATIONS

automatic data processing

Office of Autowmated Data Systems

American National Standards Institute
Agricultural Research Service

Common business oriented language

Federal Information Processing Standard
Formula translator

General Accounting Office

International Business Machines Corporation



GLOSSARY

This glossary defines terms that may not be defined in
the text. Items in brackets [ ] specify the context in
which the terme apply.

Accesas [data file) The ability to communicate with

- (input to or receive output from),
approach, or make use of. Data
accees is often categorized by com-
binations of reezd, write, or execute.

Denchmark A procedure for evaluating and mea-

- suring the performance of computers
relative to each other. Computer
selection may partially be based on
performance time and cost of exe-
cuting benchmark problems.

Central processin That part of a computing system that
unit LE%E] contains the circuits for interpre-
ting and executing instructions. The

CPU includes the control and arith-

metic units and an internal storage

area.
COBAOL (Common Business Oriented Language)

A higher-level language used in
business data processing to express
data manipulation and processing pro-
bleme in an Enjlish narrative form.
The intention of :he language is

to directly present any business
problem to any suitable computer,

Code An ordered list or lists of successive
instructions which will cause a com-
puter to perform a particular process.

Command A code used to represent specific
operations which may be or will
be performed by a computer.

Conversiaon Changing existing application soft-
[ dication ware to an acceptable form for a
soEEwatel different hardware system. Work

involved is substantially minimized
by the use of higher-level languages.



Data file

Data terminal

Encryption

FORTRAN

Higher-level language

Integrit
[computer program]

Interactive mode

Online processing

A collection of related records
arranged according to a key which is
contuined in each record. In pay-
roll processing, for instance, a
group of items relating to one
employee form a record, and all of
an employee's records form a file.

A hardware unit which permits input
and output from one location to
+.10ther other than the central com-
puter room.

The process of coding information
to conceal its meaning; to make

“plain text unintelligible,

(Formula Translator)

A high-level language designed to
facilitate preparing computer pro-
grams which are used to perform
mathematical computations.

A programing language which is
independent of the limitations of

a specific computer., Such languages
adapt the computer to the needs of
the programer.

Assurance that under all conditions a
specific program will work as intended.
Integrity involves reliability (fraud
and error) and security (resource and
privacy protection) problems.

Operating a computer so that the user
has intimate control of his work and
may make modifications or enter data
between execution steps.

Pertaining to fast-response realtime
computer processing, which obtains
data from an activity or a process,
performs computations, and returns

a response rapidly enough to control,
direct, or influence the outcome of
the activity or process.

L



Preprocessing To edit data prior to processing.
' o For example, to edit input data to
be used in a computer run.

Random accessin Pertaining to a storage device whose
[data fIIesi access cime is not significantly
affected by the location of the data
to be accessed; thus, any item of

data which is stored online can
be accessed within a relatively
short time.

Regression analysis A statistical method used to study
the relationship between variables

in the hope that any relationship
that is found can be used in making
predictions of a particular variable.

Remote batch A technique in which items to be
processing processed are collected into groups
(batched) for processing from a loca-
tion away from the central computer
room using a terminal.

Table A collection of data, usually arranged
in an array where each item in the
array is uniquely identifiable by some
label or by its relative position.
Items in a table are easier to locate
or identify and so provide a ready
reference.



CHAPTER 1
INTRODUCTION

On January 17, 1976, the Chairman of the Bouse Committee
on Government Operations requested that we review a series
of proposed computer sSystem acquisitions for five U. §S. Depart-
ment of Agriculture computer service centers. The acquisi-
tions, three of which were to be noncompetitive, were for
replacement computer systems for the centers. The chairman
requested that we determine whether Agriculture could justify
the replacements and whether they had to be made noncompeti-
tively. (See app. I.)

One of the computer systems which was to be acquired
noncompetitively was for the New Orleans Computer Center. It
was to be leased in November 1976 to provide the center with
sufficient data Processing capacity until January 1978 when
Agriculture planned to have a hew, competitively acquired
computer system operational. '

We reviewed the proposed interim acquisition as requested
and found no immediate need for a replacement system. Sub-
sequently, Agriculture agreed to suspend the interim acqui-
sition and began to plan for the competitive acquisition.

In December 1976, we reported these matters to the chairman
(LCD-77-101, Dec. 1, 1976). We also informed him that

we were continuing our review of Agriculture's plan for the
competitive acquisition a..d agreed to report the results to
him at a later date. This report is our response to that
agreement.

THE NEW ORLEANS COMPUTER CENTER

The New Orleans Computer Center is one of five regional
centers operated and managed by the Department of Agricul-
ture's Office of Automated Data Systems (ADS). The New
Orleans Center provides data pProcessing support almost
exclusively to tle Department's National Finance Center.

The Finance Center's current workload includes Agriculture's '
payroll and p rsonnel, administrative payments and collections,
and pilet central accounting systems. Other computer users
include the Animal and Plant Health Inspection Service, the
Office of Audit, the Soil Conservation Service, and the com-
buter center itself, which uses some of its own resources for
internal management. This data processing support is cost
reimbursable to users. The computer center is equipped with
one IBM-360/65 compu*er and two IBM-7080s. 1In addition, one
IBM-360/40 and two IBM-1401l1s provide support to the IBM-360/65
and IBM-~7080 systems.



COMPUTER _ACQUISITION CRITERIA

Federal Management Circular 74-5, July 30, 1974,
prescribes policies and procedures for agencies to follow
in acquiring automatic data processing (ADP) equipment.
some of the Circular's requirements, applicable to the
proposed procurement, include:

--The need for new equipment shall be based on well-
documented general systems and/or feasibility studies.

--A comparative cost analysis of alternative methods
of acquiring equipment is to be made to determine
which alternative is least costly.

--Procurement, including conversion costs, must be
handled to avoid undue biases or predispositions
which may prejudice open competition.

--Conversion costs may be considered in selecting
equipment to the extent that such costs are clearly
essential to continuing agency needs, taking into
account the probable economic life of the resources to
pe convertedé. Due consideration must also be given
to the possibility of redesigning current systems
and software. Furthermore, the bases for such con-
version cost must be clearly delineated in the solici-
tation documentation.

Agencies are required to fully document all the above
considerations.,



CHAPTER 2

SAVINGS ACCOMPLISHED THROUGH PROCUREMENT REVISIONS

The Department of Aqgriculture's proposed new computer
system for its New Orleans Computer Center is needed to allow
the center To continue processing its increasing workload.
Hcwever, in preparing for the acquisition, the Department
(1) substantially overstated the center's workload and
(2) planned to lease the new system although its analysis
showed that purchase would be more economical. Furthermore,
the Department's plans for handling the software conver-
sion requirements associated with the acquisitions were
inconsistent with Federal Management Circular 74-5 and
congressional guaidance.

We presented these matters to Agriculture officials
and worked with them to reduce wor’load estimates to a
more realistic level and to revise “.ile acquistion plan to
allow for purchasing the new system. 1In addition, we
jointly developed an approach for handling applica’ ion
(programs) software conversion which should result! in freer
competition and give the Department the opportunity to award
the conversion to the offeror submitting the most advanta-
geous oroposal based upon price and technical considerations.
These actions, which are discussed below, should save the
Government at least $7.5 million during the life of the
new system.

NEED FOR NEW COMPUTER SYSTEM

The New Orleans Computer Center needs a new computer
system because current systems will be incapable of processing
anticipated workload beyond early 1978.

In order to process current workload, the center oper -
ates its systems 21 shifts a week at near capacity. The
center has made numerous systems enhancements to process
that workload. The enhancements made to the IBM 360/65
system have enabled it to generate about 300 productive
hours 1/ a month. Such productivity is far above previous
estimates of this computer system's capabilities.

1/ Computer time available for processing user workloads
after providing system maintenance and computer operating
overhead. All references to productive hours in this
report are sitated in IBM 360/65 equivalents.



The applications currently being processed on the IBM
360/65 are slated for major growth over the next 3 years.
New applications are being added to the administrative pay-
ments and collections system. In additior,, the central
accounting system for the Department is scheduled for full
operation during this period.

The IBM 360/65 cannot accommodate this anticipated
growth. Both the payroll and personnel system and the
administrative payments and collections system are tightly
integrated internally. Both will also be integrated with
the central accounting system when it is fully operational.
Consequently, processing portions of these systems at another
Department computer service center, to avoid an upgrade,
is not practical.

The IBM 7080 and the IBM 1401 computers, which are
used to operate the department's payroll and personnel sys-
tems, are outmoded models which have not been in production
since 1964. The first models were marketed in 1561 and 1960,
respectively. Currently, these computers are experiencing
substantial downtime due to maintenance problems. In addi-
tion, IBM has announced dicontinuance of maintenance support
for the IBM 7080 by December 1979. For these reasons, Agri-
culture believes that the old system must be replaced by
later model equipment.

ADJUSTED WORKLOAD ESTIMATES MAY SAVE ABOUT

$1.6 MILLION IN COMPUTER ACQUISITION COSTS

In October 1976 the Office of Automated Data Systenms
completed a requirements analysis for the proposed compe-
titive computer system acquisition. Our evaluation of that
analysis showed that the workload was substantially over-
stated. We reduced the workload estimate by about 27 percent,
as shown in the table that follows.




Revigsions to Workload Requirements
ZXverage montEIy E;oauctlve hours)

Percentage of

Initial Revised total initial
Users projection projection Reduction projection
National Finance
Center 653 519 134 15.1
Agricultural
Research
service 82 0 82 9.2
Animal and
Plant Health
Inspection
Service 39 a/30 9 1.0
Other users 110 91l 19 2.1
Total 884 640 244 27.4

a/This projection may be reduced by an additional 22 hours

~ if the Animal and Plant Health Inspection Service retains
its plan to acquire minicomputers to process its applica-
tions.

We estimated that the overstatement would have resulted
in additional squipment procurement cost of avout $1.6
million over the 6-year life of the computer system. The
estimate represents th2 difference between the cost of the
884 workload hours projected by ADS and the revised projection
of 640 hours. The cost of the hours was computed by using
an industrywide average cost of equipment associated with
1 hour of computer time.

Workload estimate not based on system studies

Overstatements of workload occurred primarily because
ADS did not adhere to the computer acquisition policies and
proceduzres prescribed by Federal Management Circular 74-5.
Specifically, ADS and the system users did not document their
determinations of need based on the results of general
systems and/or feasibility studies. We fourd that ADS
had requested that users provide estimates of anticipated
workload either in terms of productive computer hours or
in work requirements which may be converted to computer
hours. It did not require that users support their estimates
but accepted written and oral statements of need.



ADS officials told us that they foliowed this practice
because they believed that users could best estimate their
workload requirements. This approach, which appropriately
recognized user responsibility for identifying needs, did
not provide assurances that workload estimates were realistic.
It did permit overstatements of estimates which were to be
included in the analysis. These overstatements are disclosed
below.

In reviewing workload projections of the National
Finance Center, the largest user, we found that the projec-
tions were not supported by any analytical study. The pro-
jections were est.mates which were based on invalid computer
production rates and inflated base workload requirements,
Further, the projections did not predict how many productive
computer hours would be needed on the anticipated inplementa-
tion dates of some applications but instead assumed that the
entire workload for such applications would exist on the
first day of the new computer system's life. We found that
the use of these factors resulted in an overstatement of the
Finance Center's workload requirements. The overstatement
could have been disclosed had ADS required the Finance
Center to document the projections.

After discussing the inadequacies with ADS officials,
we worked with them to decrease their workload estimates
by 15 percent.

Other users also were unable to provide documented
studies for workload projections they furnished to ADS.
ADS, in its October 1976 requirements analysis, had stated
that two of those users' requirements were "intuitively con-
cluded." We found that requirements were overstated for the
New Orleans Computer Center which uses the computer for admin-
istrative purposes. We worked with ADS on these user require-
ments and effected an overall reduction of about 19 hours, 2
percent of the projected workload.

We also found that ADS included in its workload projec-~
tions approximately 100 computer hours per month 1/ for
Agricultural Research Service applications which were being
processed or planned for processing at other computer
facilities. These applications, which were being processed
at the ADS Washington Computer Center, were included without

1/Represents the peak number of hours projec*ted for these
applications. This appears as 82 average hours on p. 5.



ADS determining, through appropriate study, whether transfer
and processing of ARS applications to the New Orleans Computer
Center would be more economical.

ADS used inappropriate techniques
to develop projections
ADS employed inappropriate techniques in converting some

user workload esti.~ates to computer requirements and in pre-
paring overall computier requirement projections.

ADS computed payroll and personnel computer requirements
by comparing IBM-7080 wall clock houss required to process
these applications to the internal speed 1/ of an IBM-370/168
central processor. Using this logic, ADS estimated that 250
productive hours 2/ monthly would be needed to process these
applications when they are fully operational. No valid re-
lationship exists between wall clock hours and internal com-
puter speeds, especially when comparing two different types
of computer. ADS's revised assessment of payroll and per-
sonnel requirements concluded that a maximum of 162 hours 3/
monthly would be adequate to Process these applications,

ADS also inappropriately applied a regression analysis
projection in an attempt to provide additional support for
its overall requirement projections. The ADS projection,
which was a maximum of approximately 1,000 productive hours
monthly, had not been adjusted for this particular situation
which involved rapid growth during the projection base
period, which did not reflect future growth. ADS's final
projection of a maximum of 726 4/ productive hours monthly,
which was compiled by analyzing~ individual workload segments,
underscores the deficiencies of this analysis.

1/Speed at which a central pProcessing unit can execute
commands.,

2/Represents the peak number of hours projected for these
applications. This number is included in the 653 average
hour projection on p. 5.

3/Represents the peak number of hours projected for these
applications. This number is included in the 519 average
hour projection on p. 5.

4/Represents the peak number of hours projected for these
applications. This appears as 640 average hours on p. 5,



OVER $5.9 MILLION WILL BE SAVED

BY PURCHASING COMPUTER SYSTEM

ADS planned to lease the new computer system for 5 years
although its lease/purchase analysis showed purchase was more
economical. According to ADPS officials the decision to
lease the system was mad: because Departmental funds were not
available, and General Services Acministration officials
who oversee the ADP Revolving Fund, indicated that they would
not give ADS a commitment tc nurchase the system through that
fund.

We found that by purchasing tbe svstem and extending its
economic life to 8 years, 1/ the G ~ment could save about
$9.5 million over the life of the .em. After discussing
extension of the system's life with aDS officials, we concurred
on the use of a 6-year economic life based on the official's
belief that they could not readily project the system's work-
load beyond that time. Using the 6-year life, we computed
Government savings of over $5.9 million for the system life.

General Services Administration officials told us on
November 23, 1976, that the ADP Revolving Fund had sufficient
funds available to purchase the system. As a result, they have
agreed to purchase of the system. ADS was investigating
this purchase alternative.

NEW METHOD FOR SOFT™WARE CONVERSION

Operating the new computer system will require converting
approximately 1 million lines of program code. This coding is
primarily written in the IBM version of COBOL--a common high-
level programing language--for processing by the IBM 360/65
computer system. The language will be converted to a version
of COBOL that can be processed by the new system. ADS
considered this conversion as a cost of acquisition, There-~
fore, initial planning included conversion costs as an inte-
gral part of the computer system solicitation. However,
the plan did exclude from this solicitation most of the
payroll and personnel system program code which is processed
on the IBM computer system because that system will be
redesigned rather than simply converted.

1/Gover~ment agencies generally use an economic life of 8
years in determining whether to lease or purchase computer
systems.



The plan for handling the IBM-360/65 procgram conversion
was not consistent with the guidance provided in Federal
Management Circular 74-5 (see PP. 2 and 3) and House
Report 94-1746, 94th Congress, 2nd Session (1976) which
recommended that conversion costs not be considered in evalua-
ting equipment bids, except for programs that have been
converted to standardized higher-level languages. In relation
to this procurement, the higher-level languages include only
COBOL and FORTRAN, which have been standardized by the
American National Standards Institute (ANSI). The Federal
Government has adopted COBOL as a Federal Information Pro-
cessing Standard (FIPS). The pProgram conversion planning was
inconsistent in that it (1) did not allow software vendors to
compete for the conversion portion of the procurement (This
action, in our view, did not constitute the full and free
competition required by FMC 74-5.) (2) did not restrict allow-
able conversion costs to cover programs written in standard-
ized COBOL or FORTRAN, and (3) did not consider programs'
remaining useful lives as qualifying factors for including
such programs in the conversion proposal. Furthermore,
the proposed approach tended to favor the incumbent equip-~
ment vendor because the incumbent would be considered,
generally, to incur the least conversion costs.

Because of its significance in the competitive procure-
ment process, we worked with ADS to develop a new method
for contracting for software conversion as part of the computer
system acquisition competition. The method, which is con-
sistent with the cited guidance, is a two phased acquisition.
It requires the interested computer equipment vendors to bid
on the conversion project as a separate part of their com-
puter equipment proposals. The winning vendor must pPlace its
conversion proposal in competition with proposals submitted by
software firms in the second phase of the acquisition. The
major features and advantages of the new method are listed
below.

Major features

--Conversion would be a "mandatory option" in the competi-
tive procurement of computer equipment. A hardware ven-
dor would have to quote a separate price for the conver-
sion part of the procurement, and Government acceptance
of the bid would be optional. Aall equipment vendors
will also be required to offer, as a mandatory option,
two persons as conversion monitors. The Government
may require these two persons to monitor the conver-
sion even if the conversion is not done by their
ewployer, the equipment vendor.



~-After an award for equipment has been made, indicating
the targeted computer system is identified, a solici-
tation document for conversion would be issued to
software vendors. At this time, the successful
equipment vendor would be allowed to give his "best
and final offer" for conversion.

Application programs, to be considered for conversion
in the competitive solicitation, must be written in
standard COBOL or FORTRAN languages (FIPS or ANSI).
Where both FIPS and ANSI standards exist for the same
language, the FIPS standard shall govern. In addition,
banning vendor-unique software routines probably is
not feasible in the current technical environment.
However, when such routines are encountered during
the conversion and reprograming is needed to replace
them, such reprograming shall use only standard-
defined language whenever possible.

--When conversion to the new system requires the new
vendor to use software routines which are new to the
vendor, such use shall be documented because it will
eventually affect other system procurements. Such
documentation of these routines on a naw system will
include a trade-off analysis showing the effects of
the unique routine (e.g., faster execution or use
of less storage space) are sufficient to offset
the added effort that will be necessary for the even-
tual conversion.

--Programs must be needed by the agency. ADS review
will confirm this with user adgency management.

--Programs must have an economic life equal to or
greater than the target computer system's life.

--Programs must be running on the existing computer
System at the time the Delegation of Procurement
Authority by the General Services Administration
is granted.

--Redesign shall be given preference over conversion
for portions of the software inventory which are
inappropriate for conversion, such as software which
was originally written for obsolete hardware systems.
Also, analysis by which a redesign decision is made
must be docu.iented, and the documentation must be
retained.

10



Major advantages

--Places Government in a stronger competitive position
in which it retains its options.

--Meets Federal policy and regulation requirements.

--Opens competition to both equipment and/or software
vendors.

--Considers only real "out-of-pocket" costs in evaluating
equipment proposals.,

--Establishes firm guidelines as to the proper subjects
for conversion.

--Requires Government to think through and develop better
plans for conversion.

--Eliminates unfair bias in evaluating equipment pro-
posals which can be attributed to conversion.

-~Eliminates software vendors' objections (especially
those specializing in conversion), based on their
previous exclusions, from submitting an offer on
conversion when new computer equipment has been in-
stalled.

--Pressures installations to edit their inventories of
applications software and documentations.

The General Services Administration has concurred with
this new method. The method has been incorporated into the
request for proposals for the New Orleans Computer Center's
new computer system. Freer competition should result, and
the agency will be able to award the conversion to the offeror
submitting the most advantageous proposal based upon price
and technical considerations. We believe the new method
has the potential for achieving substantial savings for
the Government. )

Because the new approach to software conversion is
innovative and has potential advantages, we _lan to evaluate
its applications in this acquisition to determine if it can
be used in other Government computer system acquisitions.
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